St 



SEQHS; :A|5B«.C]r 

MmmxjR^ ... 



Njivj^Xlf9)c9:deg^^ V^jsjting^ou Leiurining, 

i<55;iirj>.:i, . ;- 

Bfe.8f6ft<l8 . _ ^ „ 

JiSMtJi: ' - ■ 

■MoMorieiSr^^ . .. . . . ^, . . „ 



.^nwi^cat£ extent ; 



, .^|?!te<?c(»€«i^t.'l^^^ thei jber^ti^l^ an enabling 

ft^icholcigy^:^^^ tS^^tejs r jH,a^§^ lAcadeiny. 

pi^jfici,^ diilll1.8»kB* XW^^^ through 

EMiCrij); ft«i7. aftd .EM raiA |5l tl^Qtigh.:|MjMa jS^^^^^ documents^ . 



ERIC 



■ - I- 




INTRODUCTION TO FSYGHOLOGY AND LEADERSHIP 



PART EIEVEN 
PERSONNEL EVALUATION 

Content Outline 
Terminal. and Enabling- Objectives 



t 

U S. DEPARTMENTOF HEALTH. 
EDUCATION fe^ WELFARE 
OFFICE OF EDUCATION 

THIS DOCUMENT HAS BEEN REPRO- 
OUCEO EXACTLY AS RECEIVED FROM 
THE PERSON OR ORGANIZATION ORIG- 
INATING IT. POINTS OF VIEW OR OPIN- 
IONS STATEO 00 NOT NECESSARILY 
REPRESENT OFFICIAL OFFICE OF EOU- 
CATION POSITION OR POLICY 



WESTINGHOUSE LEARNING CORPORATION 
Annapolis, Maryland 
1971 



INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP 



PART ELEVEN 
PERSONNEL ^VALUATION 



Segment I 
The Role of Evaluation 



WESTINGHOUSE LEARNING CORPORATION 
Annapolis, Maryland 
1971 



PART ELEVEN - PERSOKI'^EL EVALUATION 
Segment I - The Role of Evaluation 

Introduction ' ' 

!• Concept I Performance evaluation is a systematic appraisal 
of personnel by their supervisors jr others v/h_o are 
familiar with their work performance o The evaluations 
are recorded on prescribed forms in accordance with 
specified procedures, become a- part of the personnel 
records of individuals, and are available for use in. 
connection with possible personnel actions. (Tiffin 
& McCormick, p, 223) Although this segment is concerned 
primarily with the formal aspects of personnel evaluation, 
the leader must think of ' evaluation as a continuiug 
process: of observing and appraising the performance, of 
his subordinates in everyday work situations. The formal 
ev^iuatibnsi the. i^ecbrding of appraisals on. prescribed 
forms.i "Bhe discussions Wi^th :the 'subordinates — all of 
these are the culWihatibh of these continuing observations. 

2. Purpose 'Of Evalu^ationi The selection for promotion, 
duty assignments, and education programs (postgraduate 
school. Armed Forces, Staff College, etc.) Pigors & 
Myers, 0.390) ^ ' 

3. Formal Appraisals (Pigors & Myers, pp. 390-391) 

a. Used to reduce favoritism and snap judgments in 
personnel decisions 

b. Although formal appraisals are normally subjective 
(qualitative) they are not a substitute for objective 
(quantitative) records (output, quality, etc.) which 
might be available. (Morgan, pp. 573-'575) 

Ifr. Importance of Evaluations to the Navy (mVPERS 108J^8-D, 
P. 179) 

a. Favorable evaluations provide the incentive and 
recognition that should retain personnel in the 
service, v/hile disfavorable evaluations may tend 
to eliminate the poor performer and encourage the 
marginal to greater . effort. 

b. Evaluation provides the basis for future personnel 
action. 

1) Duty assignments 

2) Selection for promotion of those best fit for 
assuming increased responsibility 
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3) Determine the need for correction of individual 
deficiencies 

l^) Eliminate unfit personnel 

c# .The Naval officer corps, enlisted personnel, and 
civilian employes are all part of an organizational 
structure which forms a pyramidb Since "all cannot 
reach. the top", some systematic and .just evaluation 
met'hod is required, 

5, Terms related to evaluation (Wolfe, pp. 1(>^11) 

a. Performance 

1) V/hat a man does, his actual behavior or output 

b# Ability 

1) What* a man is able to do. Although performance 
may be the only way of viewing ability, it has 
' a connotation^ of what he- could do no w o An 
example might be a traclf star whose current 
sprained ankle inhibits the performance of his 
ability • 

c# Aptitude 

1) What a man's future or potential abilities 
and performance are. This term is usually 
applied before an individual receives training. 

d. Achievement ^ 

1) What a man's past performance or evaluated 
performance has been. 

' Bt Characteristics pf Evaluations 

^1. Concepts of validity and reliability (Hays & Thomas, 
pp. 70-71)^ 

a. Validity is the degree to which evaluations are truly 
indicative of the subordinate. How well do they 
actually measure what they are intended to measure? 

b. Reliability refers to the consistency of the evaluations. 
In other words, reliable evaluation techniques will 
produce consistent results regardless of time or the 
particular e valuator. 

2. Errors in evaluations (Hays & Thomas, pp. 69-7O) 

a. Since evaluation reports are essentially subjective, 
the following types of human errors tend to appear. 
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1) Halo effect - The tendency to allov/ a single 

good trait to influence ail other marks favorably, 
" or vice versa for a bad trait 

2) Constant error*- The tendency to give all subordi- 
' nates high marks if you are lenient ,^ or 'to give 

ali subordinates lov/ marks If you are tough 

3) Generosity error - This is the general tendency 

. to rate high, ^making it difficult to distinguish 
I between personnel at the topo This may stem 
• from giving the men "the benefit of the doubt." 

/ /• ^ ^ 

b» The result of the three errors discussed above may 
• sjiift the distribution of the ratings toward the high 
end, i.e., the mode of actual distribution may be well 
above average performance. To what population does 
the '^average" rating belong? 




Advantage of Evaluations 

1. Formalized evaluations force supervisors to analytically 
and carefully review the performance of their men. 
(Pigors & Mjera, p. 393) 

2o Some method of formal appraisal (i.eof officer fitness 
report) is required, since informal judgments cannot be 
defended against charges of partiality or personal bias 
on the part of the evaluatoro (Pigors & Myers, p. 398) 

3t Evaluations are particularly valuable when they are tHe 
result of careful review by several people who knov. the 
individual's work. Assign the responsibility for preparation 
' and review of "rough" reports to all the appropriate 
people in your , organization. (Pigors & Myers, p. 62) 

^0 With reference to seniority as a criterion for promotions, 
management should have defensible reasons for departing 
from seniorityo 
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ao How much weight should seniority carry in decisions 
of promotion? (Pigors & Myers, p. 398) 

Promotion Example 

Lto- Fuller is faced v/ith the problem of recommending 
one man for a promotion. H^e has tv/o men who have met 
all the necessary requirements, but he must choose 
only oneo Based on the informatior? presented, below, 
which one of the tv/o men do you believe Lt. Fuller 
should select? 



Personnel Data Scott Dinkel 

Age 22 30 

Years of Navy Experience 2 12 

Intelligence ^ High Average 

Education 2 Years of College High School 

Perfoifmance Evaluation 3.6 ^ 3 ,,2 

. (average). 



5# Supervisors my fool themselves by believing that day-to- 
day contact with subordinates will make them av/are of the 
merit of their performance, A leader is .often shocked 
' to hear a subordfrisfte say,* "I was unav/are that my per- 
formance was poor." (Pigoisf& Myers, p. 6I) 

- 6t Evaluations help superiors prepare adequately for the 

periodic discussions on performance which he should have 
with each of his subordinates. (Pigors & Myers, p. 57) 

D# Limitations or Disadvantages of Evaluations (Pigors & Myers, 
Pc 39^) 

1. There may exist a reluctance on the .part of supervisors 
to take adequate time and thought to prepare adequate, 
appraisals, 

2. Overly detailed- evaluation forms may prove too formidable 
and may overemphasize small details. Attempt to use 
simpler forms v/henever practical.. Supervisors are more 1 
likely to complete them in a satisfactory manner. | 

3« In the absence of expected standards of performance » 
evaluations are open to the criticism that they are 
too subjective. 

^. Periodic evaluations should not become a substitute for 
constant "coaching", which should exist betv/een superior 
and subordinate. (Pigors & Myers, p, 398) 



Alternatives to Present Evaluation Methods (Pigors & Myers t 
p. 398) ' 

It Non-systematic appraisals 

a« Informal judgment i This method may be easier but 
it allows human frailtiefs to enter the ^picture and 
does not present a consistent base for evaluation. 

- be Seniority'as the sole criterion^ This method has 
obvious disadvantages to management t in that there 
is less assurance that the organization is maximizing 
its performance potential. 

2« Conclusion 

Et Presently! no adequate alternative to a systematic 

and uniform method of evaluation existSf if management 
wants to avoid charges of discrimination or arbitrary 
.action. • 

* 

bt In absence of the development of an optimum system 
or a better system evaluationt the present approaches 
are the best alternative. 

Discussion of Evaluation Reports V^ith Personnel 

It Purposes for discussion 

a. Each man has a right to know how he is doing at his 
work and where. he stands in the organization. 
(Pigors & Myers, p. 3930^ 

b. , Discussions can provide an opportunity for seniors 

and subordinates to review the possible causes of 
subordinate ratings v;hich are relatively lov/er than 
anticipated, particularly if these conditions have 
not been discussed previously. (Pigors & Myers, p. 62) 

0. To recognize good performance (Tiffin & McCormick, 
pp. 262-26^) 

d. To warn some employes that they must do better and 
to point out how and where they can attempt to 
improve (Tiffin & McCormick, pp. 262-264) 

2. Difficulty of discussions (Pigors & Myers, p. 57-61) 

a. Face-to-face talks may be the hardest part of a 
leader's job, and they may rate high in avoidance. 
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b. Supervisors may be willing to go through the paperwork, 
but can fail badly at having to tell another man hov; 
he stands or what he needs to do to improve himself. 

Procedure for discussions (Pigors & Myers, p. 62) 

a, Begih v;ith the strong points and then continue witii 
the areas in which improvement is needed o 

b. A superior should learn to be a good listener and 
may also benefit from the discussion. 

Techniques for discussions (Tiffin & McCormick,. pp. 262) ' 

a. Tell and sell 

1) Good with insecure and inexperienced personnel 

2) Risk of stifling upv/ard communication 

b. Tell dnd listen 

1) Considers subordinates feelings ^ 

2) Usually no constructive solution 

c. Problem-solving 

1) Develop a constructive problem-solving approach 
in the subordinate. 

2) Establish a mutual interest betv/een superior and 
subordinate, i.e., management by mutually established 
objectives. 

3) This approach is well expressed by Douglas McGregor. 
(McGregor, p. 91-92) 

"Effective development of managers does not 
include coercing them (no matter how benevolently) 
into acceptance of the goals^ of the enterprise, 
nor does it mean manipulating- their behavior to 
suit organizational needs. Rather, it calls for 
creating a relationship within which a man can 
take responsibility for developing his ovm potentials, 
plan for himself, and JLearn from putting his plans 
into action. In the process he can gain a genuine 
sense of satisfaction, for he is utilizing his own 
capabilities to achieve simultaneously both his • 
objectives and those of the organization. Unless 
this is the nature of the relationship, development 
becomes a euphemism." 
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OBJECTIVHS 



JSxeven/l/TO/BO 



Outline 

Reference Terminal an** Enabling Objectives 



A,l« Given several statements! the K v;ill be TO 1 

able to identify the statement which - 
correctly describes the concept of 
evaluation. 



A,2, . The M will be able to identify, EO-1 

l!rom several choices, the paragraph 

' which correctly describes the 

purpose of evaluation. 

A,3. The M will be able to identify, EO-2 

from^several choicesj the statement 
which describes the purpose of 
formal appraisals* 

I 

A.^l-. The M will be able to select, EO-3 

from^several choices, the paragraph 
which describes the importance of 
evaluations to the Navy. 



A. 5. The K will be able to match the EO-4 

termsi performance, ability, 
aptitude, and achievement, with 
their respective definitions. 



B.2. Given several examples of performance TO 2 

evaluation, the M v/ill be able to stlect 
the one in which^the evaluation is truly 
indicative of the subordinate's performance. 

B.l.a. The M wMl be able to select, SO-1 

from^several choices, the correct 
definition of validity. 

B.l. The M will be able to identify, EO-2 

from several choices, the paragraph 
which correctly 'describes the moaning 
of reliability. 
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Terminal and Enabling Objectives' 



The M will be able to select, from EO-3 
several choices, the statements 
which describe the follov/ing 
evaluation errors: 

a« Halo effect 
b# Constant error 
c« Generosity error 



The M will be able to identify, EO-^ 
from iseveral choices, the curves 
which illustrate what the distri- 
bution of ratings should look like 
and what the actual curve looks, 
like. 



The M will select, from several choices, TO 3 

the statement which describes the ad- 
vantages of performance evaluations. 



The M v/ill select, from several EO-1 
choices, the statement which 
describes how the value of 
evaluations can be increased. 



The M will be able to identify, EO-2 
from several choices, the 
limitations or disadvantages of 
- evaluations. 



Given several statements, the M v/ill TO k 

identify the statement v/hich describes 
the conclusion regarding alternatives 
to present evaluation methods. 



OBJECTIVES 



Eleven/l/TO/EO 



Outline 

Reference Terminal and Enabling Objectives 

1 

' The M will be able to identify, from TO 5 

several choices, the purposes for 
discussing evaluation reports v/ith 
; personnel • 



P« Given an example of an individual TO 6 

preparing to discuss an evaluation 
with a subordinate, the M will select, 
from several choices, the statement 
which describes how the superior might 
best structure the discussion based 
on his evaluation of the situation, 

P»3. The M v/ill be able to identify, EO-1 

from several choices, the paragraph 
' which describes the best procedure 

to follow when holding an 
evaluation discussion. 

. Given examples demonstrating the EO-2 
various techniques for discussions, 
the M will match each to the 
technique being illustrated 
("tell-sell", "tell and listen", 
or "problem-solving"), 

F»^»c. Given several paragraphs, the M EO-3 

will, identify the paragraph v/hTch 
. describes the discussion technique 
of "problem-solving". 
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ENLISTED PERFORMNCE EVALUATION 



A, introduction (N/^VPERS 108^8-D, p. 186) 

It The Chief of Naval Personnel has the responsibility for 
overall administratipn of enlisted personnel, 

2. The administration of personnel performance evaluation 
is normally delegated to commanding officers and officers 
in charge • 

'3« Evaluation reports provide a permanent chronological 
• appraisal of personnel performance.t 

B, . .Purposes of Enlisted^ Performance Evaluations (MVPERS 108^8-D, 

186} ^ 

!• To determine eligibility for reenlistment, honoralDle 
discharge, or av/ard of the Good Conduct Medal 

2. To permit CDs to positively influence the advancement 
opportunity of outstanding individuals 

3i To assist various boards in their .selection of personnel 
for advancement, appointment to commissioned status, and 
assignment to'' special -duties and educational programs 

C, Basis for Measurement 

It Evaluation of personnel is a continuous process based on 
day-to-day performance r 

a. Although the enlisted evaluation form only lists the 
following items for performance evaluation, the 
^rating officer must consider many interrelated factors 
,when arriving at an objective and fair evaluation, 

1) Professional performance 

2) " Military behavior 

.3) Leadership and supervisory ability 

4) Military appearance 

5) Adaptability 
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ENLISTED PERFOPmNCE EVALUATION 



Eleven/lI/CO 



2t Individuals within a pay grade are evaluated against 
the performance of others in the same pay grade 

D. Preparation of Evaluation Report (NAVPERS p, 18?) 

!• Enlisted performance evaluations fall into two categories: 
regular and specials The former are submitted at regular 
intervals and submission dates vary by pay grade. The 
latter ,are used to update for special reports the perfor- 
mance data currently on file. On the next page there is 
a copy ;of the mvPERS 792 form used for both types of 
evaluation reports. The detailed requirements are listed 
in the BuPers Manual for the regular and special 
evaluation reports, 

. 2t Commanding officers are responsible for the final evaluation 
of enlisted personnel, 

3» The initial "rough" evaluation should be made by the 
appropriate petty officer and reviewed by the division 
officer and department head, 

4, * Each evaluation should be based objectively upon the 

individual's abilities and perf ordnance as compared to 
established standards and the perfoiTnance of the man's 
contemporaries, (BuTers Rianual, C7821) 

5, Any area where the man's performance is judged "extremely 
effective" or "inadequate" must be justified by v/ritten 
comment. 
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REPORT OF EKtlSTEO PERFORUAKCE eVAtUATIOJI 
VtVPCRS 792 (Rev. 6-6S) 
OtOS • 901 • 3050 




lUMC (Imtl. ft^ar. Ms44t*i 




«ATC ASS. 


»«C}C*iT ShIF C<* STAriOh 



Instructions 

!• for toth trait, ciisfuotc tht aon on hxs octui? o&scrvcj ^rr/omvirc. ^rinx tAif rcp^rtm^ p(r\e4. ccaluotr Aia ot aAat ht did. Oetrrxht 

if prrformoncr til not ohttrvrd. chtci tht Vbtervtd' k^t Ac did in the X*j^^cntt' icction. 

}. Otmpart him otfirrf of 'the tvf rvte. 4. fir* the phroxt %hKth hr%t /ill thr aao w ccfA tfit and thtrk Ic/l 

J. 1/ (Ac At/or portion o/ his kT* A4S 6/fi out»l(ff hit r^tt or poy $r^if or right bot u/u/cr i(. (Ltft hot if asrf foi^rahtt.f 

I. PRCftSSIONAL PERFORMANCE: Hi* >hi!l <hd cffificncy in pfrfor>tti# itintn^^ jjMf< fficcpt SuP£<^VlSCi>Y) 



MOT 
OeSCRVCD 


Extrcoel) cffccuv« «nd 
his otti. 


tlis^ily effective And 
reliable. .Seeds only 
limited supertition. 


Effe'ctivf rid rfli«bte. 
Needs occasional tuper- 
vition. 


AJequatc. but ntrd« 
routine aupervition. 


Inadequate. NrcJs 
constant sup«rvist(w«. 


□ 























>. MILITARY DCHAVlOft; llo« »e!I l>e arc^pt* autliority and conforas to standards of Military hrhatior. 



NOT 

oescRvco 

□ 


Always acts in the hift^* 
cat irt^itiona ^f the 
Na>y. 


Hillin^ly follows coo^ 
•and* and rr|^ilat ions. 


Confotm to Na«) 
at«ndard>. 


Usual 1) obf>« corrands 
•nd ref^iUtions. Occa- 
aionan>^lax. 


Dislikes and flouts 
auiKorit). I'nsea'iMttke. 




















* 


9. LEAOERSHh' ANO SUPERVISORY AUIttTV: His ability to plan an-i asnp »ork to others «nj effrctivelr dirert tkrir aetMitiei. 


NOT 

oescRvco 

□ 


Ceta the »oat out of his 
•en. 


Handles men «er\ effec- 
ts «c1y. 


Gets itood resytis frcn 
kii men*. 


Ctuallt fKX% iRJetfiate 
re aultii. 


Poor Rgperti^r. 


















* 




4. MILITARY APPEARANCE: Ilia military appraranrr ai««J itrainrst in prrkon and drest. 


NOT 

oescftvco 

■ ■ □ 


fm|>fexai«e. tears N'atal 
unifom vith «rrat prid^. 

——J 


Saatt. \t»* »ni rutrert 
in apftearanee. 


Conforms to .Sat) siand* 
ardt of ap(^«fancc. 


Pa-MiaMe. Soinelire^ 
careless in appearance. 


No rredit to ilie Sa^al 
Service. 


* 
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5. AOAPTASltlTY: **Ho» veil lie nets aton« af.d »ori.« aitl. othrrt. 






NOT 

oescRveo 

□ 


Cptt alon^ except ion;.lly 
•etl. Pfo«>otea fMH 
auratf. 


Gets ainnc «ery »ell 
•ith athers. Conirib- 
«t*a to food Mralt. 


A fooJ shifAaie. IWlps 
Mrale. 


Crt* *luft^ adequate!) 
•ith oiherk. 


A mitfit. 




* 1 
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9ht Cn|(i«A t€niua$e) , ' 



1^8. TMCSC ITCMS »AiST 8C JUSTIFIED C0M4£NTS IN ACOlTlON TO THOSE IN ITEM 7 A80VE 



SEVIIMNUAL TRANSFER Q 0TH£J| . 



10. 04tC 



It. tiCMArwaC 0' ac^oatiNS W^caica 
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ENLISTED PERFORMANCE EVALUATION 



UXiKiZ m (Rov. £>.CK- . 



32. SERVlCt SCH00l.(5) ATTENDEO OORIKC PERIOD OF THIS fiCPORT 



INCLUSIVE DATES 


SCHOOL 


CHAOUATCO 
(Y£S.NO> 


C4.A55 ■ 
STANDING 


» 




1 





13. $rCCIAL QUAUirtCATlONS MOT INDICATED lY RATtNS OR ^RIMAJtY NEC ATTAINED DURING PERIOD OF THIS REPORT 
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OBJECTIVES 



Eleven/lI/TO/EO 



Terminal and Enabling Objectives 



The M will be able to select, from TO 1 

several choices, the paragraph which 
describes the purposes of enlisted, 
performance evaluation/ 



Given several statements, the M EO-1 
will select the statement which 
describes a major use of enlisted 
evaluation reports • 



The M will be able to identify, from TO 2 

several choices, the paragraph which 
correctly describes the basis upon which 
enlisted men are"^ evaluated for their 
performance. 



Given a military situation v/hich calls for TO 3 
an evaluation report to be tnade, the M 
will select, from several choices, the 
type of report which should be made. 



The M will select, from several EO-1 

choices, the types of evaluation 

reports; 



Given several cHoices, the M will EO-2 
select the statement which describes 
the basic difference between regular 
and special reports. 



The M will be able to identify, from EO-3 
several choices, the situations v/hich 
call for a regular and special report* 
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OBJECTIVES 



Eleven/ll/TO/EO 



Outline—^ 

Reference Terminal and Enabling Objectives 

Given a list of steps in the preparation TO k 

of evaluation reports t the M v/ill be able 
to identify those steps which are 
appropriate • 

D,2. The M will select t from several EO-1 

choice's, the persons responsible 
for evaluation of enlisted personnel 
at various stages (itet, from, 
rough to finalT, 

J)A% Given several statements, the M will EO-2 

be able to identify the statement 
which describes the factors of 
comparison which are utilized to evaluate 
a man's abilities and performance • 

D,5« Given several statements, the M will EO-3 

select the statement v/hich describes 
the action to be taken when an 
individual's performance has been 
judged "extremely effective" or 
"inadequate "• 
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PART ELEVEN - PERSOMKEL EVALUATION 
Segment III - Officer Evaluation 



A. Introduction (NAVPERS lOS^fS-D, p. 179) 

1, The Secretary of the Navy is responsible for decisions 
on officer promotions, discharges, and retirements. 

2, Administration of officer personnel is closely controlled 
by federal law. (Officer Personnel Act of 19^7) (NAVPERS 
108if8-D, pp. 12-13) 

3, Administrative procedures have been developed concerning 
the evaluation of officer personnel to implement the 
federal law. (BuPers Manual, B2203) 

B# Fitness ReT)ort 

!• Importance I Efficiency reports are necessary for evalua- 
ting the relative merits of officers of the same experience • 
(Ageton & Mack, pp. 209-210) 

2« Purpose! Fitness reports provide a running report for 
selection boards and' guidance for detail officers. They 
serve the following specific purposesi 

a« Show duties performed. 

b. Show manner of duties performed. 

c. Show qualities of leadership. 

d. Provide record of current qualifications. 

e. Provide opinion pf officer's all-around ability 
and value. 

f. Show professional qualifications and qualifications 
for promotion. 

g. Show commendatory or disciplinary action taken. 

h. Show general state of health and personal characteristics. 
(Ageton & Mack, pp. 209-210) 

3. Since fitness reports are the primary basis for selecting 
officers for promotion and assignment, it is essential 
that reporting seniors provide realistic objective 
evaluations. The failure to perform this obligation is 
an injustice to the careers and opportunities of the able 
and competent. {mVFEBS 10848-.b, pp. 179-180) 
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^« The fitness report seeks to obtain the reporting senior's 
opinion of the characteristics of the officer reported 
oni both as an individual considered separately and as 
a member of a group having comparable age, status, and 
experience. (MVPERS 10848-D, pp. 179-I80) 

LeadershiTJ Evaluation Factors (Hays & Thomas, pp. 62-63) 

1. A summary of leadership literature by Ralph M. Stogdill 
concludes that there are six factors associated with 
leadership. 

a. Capacity 

1) Mental ability correlates con& '.stently with 
leadership? intelligence tests are a reliable 
prediction for leadership selection. 

2) Intelligence testing is used to a limited degree 
in the Navy. Therefore, a subjective evaluation 
of an officer's alertness, verbal facility, 
originality,- or judgment is often used to infer 
intelligence. 

b. Achievement 

1) Easier variable to measure since an individual's 
past accomplishments are a matter of record. 

2) Such things as educational achievement, special 
skill, and athletic accomplishments are considered. 

c. Responsibility 

1) The measure of responsibility is derived from an 
intimate knov/ledge of his performance. 

2) The traits often used to measure responsibility arei 

a) Dependability. 

b) Initiative. 

c) Persistence. 

d) Aggressiveness. 

e) Self-confidence. 

f) Desire to excel. 

(Notei The above terms are closely associated 
. with the terminology used in the 

officer's fitness report, N/VVFERS 310) 
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d. Participation 

1) Best measured subjectively by closa association 
with the individual 

2) Traits used to measure participation 

a) Sociabilily 

b) Adaptability 

c) Spirit of cooperation 

d) Sense of humor 
e« Status 

1) Degree ""of participation in social interaction' 

2) In a military organization! status is. closely 
related to rank, and in th^t sense, status is 
objective, and easy to measure, 

ft Situation 

1) The characteristics of the group being led are 
a part of the situation. An av/areness of the 
follov/er's mental level > status t skills i needs, 
and interests becomes significant, 

2) The objectives to be achieved should be considered, 
A commander must determine which tvpe of leac?er 

is best suited for a particular leadership task 
involving a certain group with a given mission. 

Responsibility for Fitness Reports 

1, Responsibility is shared by the officer reported on and 
his reporting senior; the former for submitting his portion 
of the form to his senior, and the latter for submitting 
the completed report to the Chief of Naval Personnel, 
(NAVEERS 108^8-D, p, 180) 

2, Advice for reporting officers (Ageton & Mack, pp, 211-212) 

a. Fitness reports are decisive in an officer*s career, 

b. Fitness reports can influence the efficiency of the 
entire service , 

c. Be aware of current standards of marking that prevail 
in the service. 



d. Some say it is a senior's most important duty, 

e. Be as impersonal as possible, 

f . Do not take it lightly. The task of doing a good 
job in fitness reports is very challenging for the 
reporting officer. 

g. The follov/ing quote from the Naval Officer's Guide 
expresses this aspect of responsibility: 

When you are making out Fitness Reports, you are 
alone with a piece of papert God, and your own 
conscience. I make it a practice to throw out all 
partisanship, insofar as is humanly possible, arid 
try to evaluate the officer concerned as accurately 
as I can, keeping in mind the standard of marks 
and remarks that prevail in the service today. I 
consider making out these reports the most important 
single duty that I perform. If I allow myself to 
be influenced by friendship, because an ineffective 
you:ig lad has a likeable persomlity, I. do the 
Navy an injustice. If I allow my personal antipathy 
for some officer to influence me against him, when 
he is doing a superior .job, I am doing that officer 
an injustice. I honestly attempt to be impartial. 
On how well othe^r reporting officers and I succeed 
depends in a large measure hov/ effective our of icer 
corps will be. It is our duty to do this job w^ll. 

Discussion of the fitness report with the officer being 
evaluated (MVPSRS 10848-D, p. 181) 

a. Navy regulations prohibit inclusion of any adverse 
matter without giving the officer an opportunity 
to make a statement concerning the matter. 

bo It is optional that the reporting officer in the Navy 
review the reports with the officer concerned (LCDR 
and above). Hov;ever, he must show fitness reports to 
all officers, rank of W-1 through Lieutenant. The 
reporting officer in the I&rine Corps cannot shov/ 
the actual report, unless it is unsatisfactory in 
any respect, although he may discuss any shortcoming. 
If it is unsatisfactory, he must refer the report 
to the officer reported on. This affords the junior 
the opportunity to make a statement should he desire, 
and certify, as required, thai; he has seen the 
completed report. 

c. The value of a senior's discussing a fitness report 
with the officer reported on is dependent on the 
considerations covered in Part II, Segment I. 



Meaning of fitness reports to the junior officer (Age ton 
& Mack, pp. 212-213) 

a« An evaluation of merits and demerits 

b. A junior officer may review his reports at the 
Bureau of Naval Personnel in Washingtont He can 
learn many lessons about himself. Except in a very 
unusual case, the reporting senior is sincere and 
accurate. 

Ct Junior officers learn to look at themselves as 
others see- them, an opportunity not everybody can 
readily obtain. 

d. If a junior officer does the job to the best of his 
ability,, tries to do it better, goes out and looks 
for opportunities, he will not have to worry about 
his fitness reports; they will take care of themselves. 

E. Prex>aration of Fitness Reports (NAVPERS 108i^8-D, pp. 180-^181) 

1. Schedule of preparation 

a. Regular periodic reports are submitted annually for 
lieutenants and above and semi-annually for lieutenants 
(junior grade) and below. 

b. Upon completion of temporary duty 

c. Upon detachment of an officer or his regular reporting 
senior 

d« Special cases such as a general court-martial, serious 
misconduct, or when directed by higher authority 

2. The fitness report form, NAVPERS I6II/I, has a worksheet 
and a smooth report • (Student will be furnished v/ith 
copies of the Report on Fitness of Officers, NAVPERS 
1611/1 1 the Iviarine Officer Fitness Report, NAVMC lOli^? 
Rev 6*63. 

3* Begin rough reports with the off icer's immediate superior 
and proceed up the chain of command to the reporting 
senior. (BuPers Inst. 1611.12A) 

F. Selection and Promotion (NAVPERS 108it8-D, pp. 18^-185) 

1. The major principle of Naval officer promotion is that of 
••promotion by selection", as distinguished from •'promotion 
by seniority. •• 

2. The Secretary of the Navy convenes a selection board 
(oncBa year for each grade) and charges it with selection 
of a specified number of officers for promotion from a 
list of furnished names. 
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3# The- report of the selection board is submitted to the 

Secretary of the Navy for his recommendation and submitted 
to the President. 

4, The grade distribution limits and normal promotion, flowrate 
written into the law are calculated to force attrition 
at each promotion point from lieutenant through captain. 

5t Officers who twice fail selection are required by law 
to be honorably discharged. Lieutenant Commanders, 
Commanders, and Captains may continue to serve, and remain 
eligible for promotion, up to 20, 26, and 30 years of 
total commissioned service, respectively. 

Distinction Between USN and VSMC Fitness Reports 

1. The Formats are different. 

2. Some of the areas evaluated are unique to the particular 
service. 

a, USN includes an evaluation of ship handling 
capabilities by an officer, 

b. USMC includes an evaluation of the tactical handling 
of troops by an officer. 
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I CERTIFY that to the best of aiy koowledse and belief alt 
entries made herton are true and without prejcdice or pardality. 



I Sta^OM f (74 he iv*±leUiuhfn /KuueJ) 

I have »ccn thU completed report Q , ^111 W STiTaJEfT TO 



(Dcte) 



(Si^natatt 4/ 4jifir ttfcttei tn) 



•CCnON C (7% if ccirpUUtl tntrj tni •Jtrrf 

HAMe Of uvtfw^cG Of .*iat - 



-CRAW _ 



Mm ASStCKMiNT . 



Officer Fitness Report- -U.S. Marine Corps NAVMC 10147-PD (Rev. 6-6 

(Back) 
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OBJECTIVES 



Eleven/IIl/TO/EO 



Outline 

Reference Terminal and Enabling Objective's 

At Given several statements about the TO 1 

administration of officer personnel, 
the M will be able to select the 
statement which correctly describes 
the responsibility and administrative 
procedures concerning the evaluation 
of officer personnel, 

A,l, Given a list of titles, the EO-1 

M will select the title of the 
person responsible for decisions 
on officer promotions, discharges, 
and retirements, 

A.2. The M will be able to identify, EO-2 

from several choices, the 
statement v/hich correctly 
identifies the reason for 
development of administrative 
procedures for officer evaluation. 



B# Given "several statements about fitness TO 2 

reports, the M will be able to select 
the statement^which correctly defines 
the general purpose and importance 
of fitnviss reports, 

B,2, The M will be able to identify, EO-1 

from several choices, the 
statements which correctly 
describe the specific purposes 
of fitness reports, 

B,2,3. The ^ will be able to identify, EO-2 

from several choices, the statement 
which correctly identifies the 
probably consequences of failure 
to provide realistic, objective 
officer evaluations. 
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OBJECTIVES 



Eleven/lIl/TO/EO 



Outline 
Reference 

C. 

C«l«a« 
C.l.b. 
C.l.c. 
C.l.d. 
C.l.e. 



Terminal and Enabling Objectives 



Given an example of a leadership TO 3 

evaluationi the M will be able to 

identify! from several choicest the 

statement v/hich correctly describes 

the leadership evaluation factors 

utilized in the example* 



The M will be able to select i EO-1 
from a list of alternatives, 
the factors associated v;ith 
leadership evaluationt 



The M will be able to identify, EO-2 
from several choices, the statement 
which correctly describes capacity 
as an evaluation factor. 



The M will be able to identify, EO-3 
from several choices, the statement 
which correctly describes achieve- 
ment as an evaluation factor. 



Given a list of terms, the M EO-^ 
will be able to select those* v/hich 
describe the traits often used to 
measure responsibility. 



Given a list of terms, the M EO-5 
will be able to select those" 
which describe the traits used 
to measure participation. 



The M will be able to .select, EO-6 
from several choices, the statement 
which correctly describes status 
as an evaluation factor. 
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OBJECTIVES 



Elever/lIl/TO/EO 



Outline 

Reference Terminal and Enabling Objectives 

C.l^f • The M will be able to identify, EO-7 

from several choices, the statement 
which best describes how the 
situation corresponds to an 
evaluation factor. 



Dtlt Given a military situation involving an TO 4 

officer who is being evaluated and his 
reporting senior, the M will select, 
froiT; several choices, the statement 
which identifies the officer, in the 
situation, who is responsible for the 
fitness report. 

D«2« Given a list of statements ^ EO-1 

about fitness reports, the M 
will be able to select those 
which can be used as guides 
for the reporting officer • 

Dt3« The M will be able to identify, EO-2 

from several choices, the statement 
which jorrectly explains the 
procedure follov/ed in discussing 
the fitness report with the officer 
(USN or USMC) being evaluated. 



E. Given a list of statements, the M v/ill be TO 5 

able to select, in sequence, the steps a 
leader should follow in preparing a fitness 
report. 

E. The M will be able to select, from EO-1 

several choices, the statement 
which correctly describes the 
schedules for the preparation 
of fitness reports. 



OBJECTIVES 



Elever/lII/TO/EO 



Outline 

Reference . Terminal and Enabling Objectives 

The M v/ill be able to select, from EO-2 

several choices, the statement 

which best explains the meaning 

of fitness reports to the junior 

officer. 



P» The M will be able to identify, from TO 6 

several choices, the statement which 
correctly describes the Navy's policy 
regarding selection and promotion. 



^» ■ ^The M will be able to identify, from TO ? 

several choices, the distinction betv/een 
the USN and the USKC fitness reports. 
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